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Strategic planning is a process that has been used in the business world since
the 1960s as a tool to build employee trust through the developm ent o f a shared
vision and goals. Public education and other government agencies began to use the
strategic planning process in the mid 1970s (Herman, 1994).
The study used data collected by a K-12 school district, two years into the
strategic planning process.

This study sought to determine if the trust level o f

administrators would be impacted by the level o f participation in the strategic plan
ning process. Trust level was defined by self rating by administering the Kouzes and
Posner Leadership Practices Inventory (1997).

Items used to measure the ratings

included Challenging the Process, Inspiring a Shared Vision, Enabling Others to Act,
M odeling the Way, and Encouraging the Heart. The .05 alpha level o f significance
was used and the findings o f the study revealed. There was no significant difference
between the trust levels o f administrators who participated in the strategic planning
process at a high involvement level and the administrators w ho participated at a
moderate/limited involvement level.
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C H A PT E R I

IN T R O D U C T IO N

Background o f the Problem

A lengthy collection o f research exists regarding the strategic planning pro
cess as a method o f building employee trust through involvement in the decision
making process. Much has been written and researched concerning the trust level o f
employees in organizations (Sonnenberg, 1994). Strategic planning is not a new con
cept to the business world (Bernhardt, 1994).

Forms o f strategic plans came into

existence in the early 1960’s (Mintzberg, 1994).

Government agencies, including

school systems, did not begin to use strategic planning until the mid 1970’s (Herman,
1994).

A K-12 school district invested $30,000 and 3000 hours o f employee and

community mem ber time to engage the process o f strategic planning. School districts
investing equal or greater amounts o f resources must clearly define desired outcomes
prior to the investment o f resources (Bernhardt, 1994).
Kline and Sanders (1993) believed that strategic planning is a process that
builds strong convictions and a shared vision. It creates a fram ew ork for team build
ing and collaborative decisions making.

Strategic planning builds trust through

ownership, and shared purpose (Herman, 1994). Blanchard (1997) stated that strate
gic planning is a process to define a clear view o f where the organization is going,
how they will get there, and how they are going to include everyone in the journey.

1
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Strategic planning is a continuous and ever evolving process.

Plans must be ques

tioned, refined, and modified (Rammunjam, 1992).
Konnert and Augenstein (1990) studied the ability o f leaders to involve p eo
ple in w ork related goal setting and decision making that has a direct impact on their
work. They further defined the purpose o f strategic planning as a vehicle to provide
planning and direction for the organization while being concerned with the system
wide mission and goals as well as the motivation o f employees to accept and commit
to the goals.
Bennis and Nanus (1985) called for the creation o f focus as a major role o f
planning and trust building.

A clearly stated vision brings about confidence on the

part o f employees, a belief that they are capable o f performing the necessary tasks.
W hen organizations exhibited a clear sense o f purpose, direction, and a desired future
state and when this image is widely shared, individuals defined their own role.
W hen m em bers o f the organization are accountable, interact positively, think on the
job, take risks, w ork cooperatively, seek personal mastery, and think systemically,
workers develop trust (Senge, 1990).
Kline and Sanders (1993) identified ten steps to a learning organization. They
believed without strong convictions, established through planning, synergy is not
possible.

They stated trust is not possible without a shared vision.

Senge (1990)

believed without a shared vision trust is not possible.
Jerry Herman (1994) stated a need to devise a change model that reviews the
operational requirements that will enhance the chance o f successful change.
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Their

prerequisites included a clear and written description o f the organizational vision o f
what and should be in the future; an action plan to allow the organization to reach its
desired future vision and; frequent and high quality two way communication. Strate
gic planning is part o f a long term investment designed to improve the effectiveness
and efficiency o f the organization.

Strategic planning creates a fram ew ork for team

building, collaborative decision making, and an environment o f trust (Herman, 1994).
Trust is a key com ponent o f building the foundation for the strategic planning
process (Sonnenberg, 1994). Trust is an essential building block in the im plem enta
tion o f organizational goals. Integrity, ownership, and shared purpose are key co m 
ponents o f trustworthiness (Kouzes & Posner, 1995).
stated that trust is at the heart o f fostering collaboration.
ment o f organizational effectiveness.

Kouzes and Posner (1995)
Trust is the essential ele

Employees who are unable to trust others fail

to become leaders.
Kouzes and Posner (1995) stated that when leaders engaged people together
to work on a project such as strategic planning, they must be concerned with how
group m embers relate to each other.

Relationships lacking trust interfere with and

distort employees perceptions o f the problems.
from the search for realistic solutions.

Energy and creativity are diverted

Creating and sustaining mutual goals builds

trust (Kouzes and Posner, 1995).
A position paper from college business officers, presented in the Business

Officer (November, 1993), focused on the importance o f establishing trust within the
organization and the role o f strategic planning as the two most important components
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o f effective communication. These researchers used a process similar to Kouzes and
Posner’s (1997) Leadership Practices Inventory to survey employees o f the respec
tive college. Baldus & Nelson (1993) stated the need to develop a strategic planning
process with a vision statement, goals, and objectives. Included in the process was a
course on trust building activities. Schlechty (1990) studied the requirements o f
change. People must focus on the comm itm ent o f energy, resources, and trust. Peo
ple need to take risks and break habits that sustain the status quo.

People must be

assured they are an honored participant, respected intellect, deserving support, and a
valued colleague.
Bennis and Nanus (1985) appeared to support Schlechty as well as Kouzes
and Posner in that their research indicated that trust is the lubricant that makes it pos
sible for organizations to work. Trust implies predictability. Based on predictability,
trust is developed by making positions clear.

Problem Statement

Participation in a strategic planning process builds the level o f trust in
employees, encourages administrators who participated in the process at a high
involvement level to challenge the process, to inspire a shared vision, enable others to
act, model the way, and encourage the heart o f fellow employees

Having a know 

ledge o f the trust levels o f participants in the strategic planning process will aid
school districts in the planning and implementing o f a process to build em ployee
trust.
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5
The Purpose o f the Study

The purpose o f the study was to determine if the strategic planning process
contributed to the trust level o f administrators in a K-12 school district.

The study

explored the leadership behaviors associated with trust (Kouzes & Posner, 1997) and
the level o f participation in the strategic planning process.

Null Hypotheses

Statistical significance was sought for the following null hypotheses:
1. There is no difference between the self rating o f administrators in “Chal
lenging the Process” who participated in the strategic planning at a high involvement
level and the administrators who participated at a moderate/limited involvement
level.
2. There is no difference between the self rating o f administrators in “Inspir
ing a Shared Vision” w ho participated in the strategic planning process at a high
involvement level and the administrators who participated at a moderate/limited
involvement level.
3. There is no difference between the self rating o f adm inistrators in “Enabl
ing Others to Act” who participated in the strategic planning process at a high
involvement level and the administrators who participated at a moderate/limited
involvement level.
4. There is no difference between the self rating o f adm inistrators in “M odel
ing the W ay” w ho participated in the strategic planning process at a high involvement
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level and the administrators who participated at a moderate/limited involvement
level.
5.

There is no difference between the self rating o f administrators in “Encour

aging the H eart” who participated in the strategic planning process at a high involve
ment level and the administrators who participated at a moderate/limited involvement
level.

Significance o f the Study

A K-12 school district spent $30,000 and 3,000 hours o f human and financial
resources on strategic planning processes to develop mission, core beliefs, goals,
strategies, and awareness o f systems thinking. Kouzes and Posner (1995) stated that
organizations without a base o f trust are incapable o f implementing strategies to
accomplish the identified mission.

Strategic planning increases the num ber o f

internal and external participants in setting the direction for the organization
(Bernhardt, 1994). Participation builds ownership and ownership builds trust (Janov,
1994). Therefore, a need exists to evaluate the strategic planning process as a method
to build trust.

Bennis and Nanus (1985) called for processes to build trust in

employees.
The researcher maintains that those administrators who participated in the
strategic planning process at a high involvement level have a higher trust level and
are viewed by themselves as leaders who exhibit behaviors that build trust.

School

districts must use processes that create and maintain an environment o f trust. There
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is a need to identify processes that are effective in building employee trust (Bennis &
Nanus, 1985).
The results o f the study are expected to shed some light on what impact stra
tegic planning has on the trust level o f administrators in the school district

The

results are also expected to offer information about specific leadership behaviors that
encourage collaborative decision making and an environm ent o f trust.
The study attempts to answer the following questions:

Is the trust level o f

administrators who participated in the strategic planning process at a high involve
ment level higher than those who participated in the process at a moderate/limited
involvement level? In addition, is there any difference in the leadership behaviors o f
challenging the process, inspiring a shared vision, enabling others to act, modeling
the way, and encouraging the heart (Kouzes & Posner, 1997) between administrators
w ho participated in the strategic planning process at a high involvement level and
those who participated at a moderate/limited involvement level9

Limitations o f the Study

Limitations o f the study included:
1. The study does not assess the impact o f the length o f time an administrator
has been employed by the school district
2. The study does not assess the impact o f the administrators assignment—
district office, school based, secondary or elementary.
3.

The study does not assess the adm inistrator’s readiness for systems
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thinking.
4. The study was limited to the perceptions o f the administrative group only
and did not include the certified teachers or the classified employees.
5. The study w as limited to data generated by a questionnaire consisting o f
items deemed important to behaviors associated with trust.
6. The study does not assess the trust level o f administrators by gender.
7. The study does not assess the impact o f the culture o f the predominate
religion on the administrative staff.

Definition o f Terms

Several terms are consistently used throughout this study.

The terms as

defined below will serve as the basis for further discussion and reference.

Strategic Planning — Blanchard (1997) defined strategic planning as a pro
cess for leaders to define a clear view o f where the organization is going, how they
will get there, and how they are going to include everyone in the journey.

Strategic

planning is a continuous, evolving process with plans being questioned, refined, and
modified.

Trust — Benis and Nanus (1985) defined trust as the lubricant that makes it
possible for organizations to work.

Transformational Leadership — Burns (1978) stated that Transformational
Leadership over human beings is exercised when persons with certain motives and
purposes mobilize institutional, political, psychological, and other resources so as to
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arouse, engage and satisfy the motives o f followers. Reconciling the divergent inter
ests o f the organization and the individual is a key component o f leadership.

Vision — Senge (1993) defined vision as a shared mental model. The love o f
truth and openness. There exists a commonality o f purpose and the acknowledgment
o f the current reality.

Mission — Block (1996) defined mission as the services and products an
organization offers to its customers.

Change -- Burns (1978) stated that social change or real change is the ending
stage o f leadership. Real change is a transformation o f attitudes, norms, institutions,
or behaviors that last over time.

Culture — Kouzes and Posner (1995) defined culture by what it means to the
m em bers o f the organization.

Synergy — M aslow (1970) defined synergy as our conception o f culture and
our relationship to that culture. There should be less exclusive stress on antagonism
and more on possible collaboration.

Organization — Mintzberg (1994) defined organization as being organized to
carry out expert w ork in relatively stable setting, hence emphasizing the standardiza
tion o f skill and the pigeonholing o f services to be carried out by autonom ous and
influential specialists. Administrators serve as support more than exercising control.
This is com m on in hospitals and educational organizations.

Communication -- Patterson (1992) defined comm unication as the skill neces
sary in the process o f influencing others to achieve mutually agreed upon purposes o f
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the organization.

M ethodology and Procedures

The purpose o f the study was to determine if the strategic planning process
contributed to the trust level o f administrators in a K-12 school district.

The

m ethodology and procedures for collecting and analyzing the data for the study were
divided into five sections as follows: (1) Identification o f the Population, (2) D em o
graphics o f the Community, (3) Identification o f a Data Collection Instrument, (4)
Data Collection Procedure, and (5) Analysis o f Data.

Identification o f the Population

Subjects selected for this study were administrators in a K-12 school district
in Utah. The K-12 school district collected data from the administrative staff.

The

district believed the administrators would best be able to describe the leadership
behaviors associated with trust and to determine their perceived level o f participation
in the strategic planning process

Dem ographics o f the Com m unity

The comm unity served by the K-12 School District has a population o f
70,000 residents.

Approximately 67% o f the population cite The Church o f Jesus

Christ Latter Day Saints as their religion o f choice.

A growing Latino population

m ake up approximately 15% o f the city. The community is a mix o f white and blue
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collar families.

W eber State University is located within the city boundaries and

draw s a significant number o f local high school graduates for post high school
education. The primary industries include rocket propulsion for the space industry,
auto parts manufacturing, com puter technology, mineral processing, and an air force
base.

The socio-economic levels range from very poor, as defined by National

School Lunch qualifications, to very affluent. Sixty-three percent o f the students in
the school district qualify for free or reduced federal lunch programs.
The school district is comprised o f 23 schools that consist o f two high
schools, one alternative high school, four middle schools, fifteen elementary schools,
and one early childhood center. There are a total o f 49 administrators, 13 at the dis
trict office level and 36 at the school site level.

Forty-seven (47) participated in the

study. Tw o did not participate due to incomplete surveys
Administrators have as little as five months experience to as much as 28 years
experience. Tw enty-four administrators are male. Twenty-five are female.

Data Collection Instrument and M easurement

The Kouzes and Posner Leadership Practices Inventory (LPI) was used by the
school district to assess administrator trust level. The LPI was developed through a
triangulation o f qualitative and quantitative research methods and studies.

Case

studies from participants’ personal best leadership experiences generated five key
leadership practices associated with trust (Kouzes & Posner, 1995):
1. Challenging the Process -- leaders search for opportunities to change the
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current reality.

They look for innovative ways to improve the organization.

experiment and take risks.

Risk taking involves mistakes and failures.

They

The disap

pointments are seen as learning opportunities.
2.

Inspiring a Shared Vision -- leaders passionately believe that they can

make a difference. They see the future, creating an ideal and unique image o f what
the organization can become. Leaders enlist others in their dreams. They breathe life
into their visions and get people to see exiting possibilities for the future.
3.

Enabling O thers to Act — leaders foster collaboration and build teams.

They actively involve others. Mutual respect and trust is what sustains extraordinary
efforts.

Leaders strive to create an atmosphere o f trust and human dignity.

They

strengthen others, making each person feel capable and powerful.
4. M odeling the Way — principles are established concerning the way people
should be treated and the way goals should be pursued.
excellence and then set an example for others to follow.

Leaders create standards o f
They create opportunities

for victory.
5.

Encouraging the Heart -- to keep hope and determination alive, leaders

recognize contributions that individuals make.

They share rewards and celebrate

accomplishments. They make people feel that they are trusted.
The Leadership Practices Inventory (LPI) reliability has been empirically
determined in several ways. Reliability tests o f the LPI split the responses in half to
determine if the halves correlated. If the halves were perfectly correlated we would
expect a 1.0 correlation coefficient.

Acceptable internal reliability coefficients are
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usually .50+.

The LPI scales are generally above .80. The LPI has strong internal

reliability (Kouzes & Posner, 1995).
The second empirical measure o f reliability is the fact that the LPI asks about
behavior more than one time. The LPI is inherently more reliable than a one or two
item scale. The LPI scale contains six items or statements for each o f the five leader
ship practices that relate to trust.
The validity o f the LPI was determined several ways. The first is face valid
ity, which determines on the basis o f subject evaluation, that the instrument appears
to be measuring what it is supposed to measure. Given that the items on the LPI are
related to the statements that survey participants make about their ow n or others
leadership experiences, the LPI has excellent face validity.
An empirical measure o f the validity is factor analysis. The LPI contains five
factors, the items within each factor relating more to one another than to other fac
tors. For example, the items that measure Enabling Others to Act are more related to
one another than they are to items measuring the other four practices.
The LPI has relevance to participants. As shown in studies o f the relationship
o f LPI scores and such variables as work group performance, team cohesiveness,
m em ber comm itm ent and loyalty, satisfaction, upward influence, and credibility, the
LPI is predictive and concurrent validity is determined.
The LPI employs a thirty response Likert scale. Items received score values
o f 1 (Almost Never) to 10 (Almost Always). The respondents’ scores on each item
were the same as the Likert response value (1 to 10).

All items were regularly
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scored; there was no reverse scoring. Items from all five sub-tests were included in
the scoring. The percentile scores o f the international group were used as a reference
point for the percentile score for the selected population.
A score on the LPI that is at or above the 70th percentile is considered to be a
high score. A score at or below the 30lh percentile is considered a low score. A score
that falls between those ranges is considered moderate.
Additionally, the respondents were asked to rate their involvement in the stra
tegic planning process o f a K-12 school district using a Likert scale o f 1 (limited
involvement) to 5 (highly involved). Survey respondents were placed in two groups
based on their responses.

Those responding as involved or highly involved were

identified as the high involvement group. Those responding a moderately involved,
somew hat involved, or limited involvement were identified as the moderate/limited
involvement group.

Data Collection Procedure

The Leadership Practices Inventory was administered by the school district
between M arch 1 and June 30, 1999.

Administrators were reminded that honest

responses were important to the study. The completed answer sheets were collected
and returned. Data from each respondent was entered into the LPI scoring software
database and processed.

Data was compiled in an aggregate format protecting the

confidentiality o f each respondent.
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A nalysis o f the D ata

The researcher obtained permission from the K-12 school district to use the
previously collected data.

The researcher began the analysis o f the data after the

D ecem ber 14, 1999 approval by the Hum an Subjects Institutional Review Board (see
Appendix).
A single variable correlation was utilized to test the hypotheses for statistical
significance. A t-test was used to assess if there was a relationship between the level
o f participation in the strategic planning process and the trust level o f the admini
strator. The level o f significance was set an p = < 05.
The outcomes were measured by the level at which the administrator partici
pated in the strategic planning process as compared to the trust level o f the adm ini
strator as measured by the self rated response on the five leadership behaviors identi
fied in the Leadership Practices Inventory. A directional hypothesis was used as the
study anticipates that the higher level o f participation in the strategic planning p ro
cess, the higher the trust level o f the administrator.

It is believed that a relationship

exists between the adm inistrators’ level o f involvement in the strategic planning p ro
cess and the adm inistrators’ trust level.

Organization o f the Study

The study was developed in five chapters, a selected reference list, and an
appendix.

Chapter I includes the introduction, problem statement, purpose o f the

study, significance o f the study, statement o f hypotheses, limitations o f the study,
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definition o f terms, as well as the m ethodology and procedures o f the study.
C hapter II contains a review o f the related literature pertaining to strategic
planning and trust.
Chapter III contains the presentation o f the methodology, sample description,
demographics o f the community, instrument description, reliability and validity o f
the instrument, measurement, and the procedure for administration o f the instrument.
Chapter IV contains the results o f the study and the data analysis procedure as
well as the results o f the tests o f the hypotheses
Chapter V contains a summary, discussion, conclusion, and recommendations
for further study.
An appropriate appendix and selected reference lists were attached as
concluding sections.
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C H A PT E R II

R EVIEW OF R E LA TE D L IT E R A T U R E

Introduction

The purpose o f the study was to determine if the strategic planning process
contributed to the trust level o f administrators in a K-12 school district.

The study

explored the leadership behaviors associated with trust (Kouzes & Posner, 1997) and
the adm inistrator’s level o f participation in the strategic planning process.
The literature review is divided into two parts

Part one is a discussion o f

strategic planning. Part two explores trust as it relates to employee involvement in an
organization.
The strategic planning process is defined as a vehicle to involve people in the
decision making process (Blanchard, 1997).

Blanchard (1997) continued by stating

involvement is a key component o f building trust and that strategic planning is essen
tial for change and trust.

This continuous, evolving process that encourages ques

tioning, refinement and modification (Ramm unjam , 1992) is necessary for school
systems to set direction and to build trust among the administrative employees. The
process o f planning sets aside time for reflective analysis. Only then can the organi
zation think together in a strategic manner.

Yukl (1989) stated that planning is

largely a cognitive activity involving the processing o f information, analyzing, and
deciding.

A

model

for

strategic

planning
17

by

M intzberg

(1994)

and
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its

components is shared.

Strategic planning brings consistency o f statements and

actions and clarifies the vision (Spanbauer, 1992).

Com m itment to the vision is

closely related to follower trust (Kelly, 1992).
The discussion o f trust as it relates to employees involvement is explored.
Deming (1986) related that effective organizations must drive out fear so that every
one may w ork effectively. His Point #8, drive out fear, o f the 14 Points o f Effective
Organizations, could not be present in an organization with the absence o f trust.
Trust is defined as the lubricant that makes it possible for organizations to work
(Bennis & Nanus, 1985).
predictability.

Trust is a confidence that stems from reliability and

The commitment to a vision for the organization as developed by

strategic planning, involved integrity and honesty that in turn build trust (Caldwell &
Gould, 1992). Kelly (1992) stated that trust is meeting the expectations o f followers.
Janov (1994) offered support when he stated that trust is a process not a thing. Trust
is a confidence, reliability, and certainty.
shared.

Sonnenberg’s (1994) circles o f trust are

Yukl (1989) stated trust is dependent on the perceived expertise o f the

leadership, but it also depends on the consistency in statements and actions. Strategic
planning brings consistency o f statements and actions. Com m itment to the vision is
closely related to follower trust.

Strategic Planning

Blanchard (1997) stated that strategic planning is a vehicle to involve people
in the decision making process.

Involvement in decisions that have a direct impact
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on people’s w ork is a cornerstone in building trust. Trust is essential i f organizations
are to be successful in the change process (Sonnenberg, 1994).

Sonnenberg (1994)

believed the level o f participation in the decision making process are related to the
level o f trust o f employees.
Konnert and A ugenstein (1990) studied the ability o f the C h ie f Executive
Officer to involve people in goal setting and decision making that have a direct
impact on their work.

The transformational leader was characterized as a change

agent who took risks, believed in people, were driven by values, participated in life
long learning, and dealt with complexity - uncertainty - ambiguity.

The purported

purpose o f strategic planning was to provide planning and direction for the school
system while being concerned with system wide mission and goals and the m otiva
tion o f employees to accept and commit to the goals.

Strategic plans were essential

for strategic change and trust. Strategic planning was a continuous, evolving process
with plans being questioned, refined, and modified based on current information
(Rammunjam, 1992).
Yukl (1989) stated that time must be set aside for reflective analysis and plan
ning. Only then can organizations think together in a strategic m anner

Planning was

largely a cognitive activity involving the processing o f information, analyzing, and
deciding.

Identifying a coherent and appealing vision was not enough.

It must be

communicated and em bodied in the culture o f the organization.
Officials from Transform ation Systems Ltd. (1998) defined strategic plans as
long term, system wide, created fundamental change, vision driven, and results based.
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The process was inclusive, consensus driven, locally developed, accountability for
results is built in, and the plan is adjusted periodically. They determined that several
subsystems must be assessed prior to engaging in the planning process. Com m unica
tion, site planning/decision making, staff development, curriculum development,
assessment, and research are identified as the key subsystems.
Henry M intzberg (1994) asked several critical questions regarding strategic
planning. H e asked questions regarding the relationship between planning and strat
egy.

M intzberg traced planning as a budget exercise in the America o f 1950s.

It

began to spread quickly and was installed in most large corporations by the late
1960s.

At that point strategic planning became an obsession am ong American cor

porations and governm ent agencies.

Mintzberg defined formal planning as future

thinking, controlling the future, decision making, integrated decision making, and a
formalized procedure to produce an articulated result, in the form o f an integrated
system o f decisions.
Planning means thinking about the future.

While the definition cannot be

bound by a single limitation it does suggest that almost all work needs to be planned.
A cko ff(1 9 7 0 ) believed that planning was the design o f the future and o f the effective
ways to move toward the future.
environment.

Planning was creating a controlled change in the

Every decision was made with the future in mind.

George (1972)

stated that planning was not a separate act, every managerial act is connected with
planning.
A cko ff(1 9 7 0 ) stated that planning was required when the future state that we
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desire involves a set o f interdependent decision, a system o f decision if you will. The
complexity o f planning was derived from the decisions being interrelated. This view
o f planning related to strategy making since the process also deals with the relation
ships o f important decisions within the organization.
Bryson (1988) stated that planning has an emphasis on formalization which
sets it aside from other processes. Bryson (1988) also referred to Strategic Planning
as a disciplined effort, a simple set o f concepts, procedures, and tests that have been
formalized in the organization. Mintzberg (1994) defined formalization as to decom 
pose, to articulate, and to rationalize the process by which decisions are made and
integrated in organizations. A bove all, planning was characterized by the nature o f
analysis. This view o f planning was not consistent with A ckofT s (1970) definition.
Porter (1980) stated that organizations must plan to coordinate their activities.
He argues that there are significant benefits to gain through an explicit process o f for
mulating strategy that is directed at a common set o f goals. M ariann Jelinek (1996)
in her book “Institutionalizing Innovation” presented the argum ent for formalizing
strategic planning.

The separation between operating a business and developing a

strategy must be formalized.

Strategic planning is focused on generating new tasks

that may eventually become routine or formal in the organization. The m anagem ent
o f strategy can be sharply separated from the m anagement o f operations. The strat
egy formation process itself can be institutionalized by the use o f formal systems.
Bennis and Nanus (1985) called for the creation o f focus as a major role o f
planning and trust building. Conveyed vision brings about confidence on the part o f
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employees, a belief that they were capable o f performing the necessary acts. When
organizations have a clear sense o f purpose, direction, and desired future state and
when this image was widely shared, individuals were able to find their own role.
Benis and Nanus (1985) characterized strategic planning as a process to achieve
voluntary comm itm ent to shared values.
Alexander and W agner (1991) interviewed twelve superintendents and found
that four areas are critical to effective restructuring and planning

Their survey and

focus group methodology defined the areas as the need for training all employees,
making student learning a priority, leadership based on core values is established in a
strategic planning process, and building trust at all levels o f the organization was an
outcom e o f the strategic planning process.
Senge (1990) stated that strategic planning also brings other factors into play.
W hen members o f your organization are accountable, interact positively, think on the
job, take risks, w ork cooperatively, seek personal mastery, align themselves with the
organizational vision, and think systemically, they will trust and function in all
systems.
Kline and Sanders (1993) studied the ten steps to a learning organization.
The authors believed that without strong convictions, synergy was impossible. W ith
out synergy a shared vision could not be created. If the purpose o f the organization
was learning then every m ember must be personally committed to the value o f
providing learning.

Good systems kept track o f themselves.

The purpose o f the

system was defined, the rules were articulated, and continuous improvement was
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23
required. Hum an behavior was part o f the system.
Herm an (1994) studied the need to devise a change model that reviews the
operational requirem ents that will enhance the chance o f successful change.

They

stated ten prerequisites:
1. Leadership and key stakeholders must be committed to the change.
2. The school district’s vision o f what should and could be in the future was a
clearly written description.
3. The present stage o f the districts operation was clearly written.
4.

A discrepancy analysis that identifies the needs that are indicated when

comparing the Current State and the Desired State.
5. An action plan to allow the district to reach its desired future vision was
present.
6.

Training was available for those individuals who are to plan and imple

ment the actions.
7.

Adequate financial and human resources were provided to enhance the

likelihood o f successful implementation and the desired change.
8. Frequent and high quality, two-way communication was present.
9. Adjustm ents were m ade when called for.
10. End results were predicted.
Herman (1994) stated that strategic planning was a part o f a long term
investment designed to improve the effectiveness and efficiency o f the school district
and its com ponent schools.

It should be considered crucial.

Strategic planning
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created a framework for team building and collaborative decision making.

Strategic

planning involved a wide variety o f stakeholders in the district’s planning and deci
sion making process. It acquired broad-based support and ownership o f the district’s
products and programs. A critical mass o f support from the community at large and
employees was developed.

Collectively they determined the preferred future vision

including specific results (Herman, 1994).
M intzberg (1994) defined strategy as a plan, a direction, a guide or a course o f
action into the future.

A path to get there from here

more clearly stated a consistency in behavior over time

Strategy is also a pattern or
An organization that always

markets the most expensive products in its industry has a high-end strategy. The per
son who accepted the most challenging jobs is described as pursuing a high-risk strat
egy. The strategies can be grouped into two patterns. One we can call intended strat
egy and the other realized strategy.

The intentions that are fully realized can be

called deliberate strategies and those that are not realized can be called unrealized
strategies.
M intzberg (1994) added a third strategy called emergent, where a realized
pattern was not expressly intended. Actions taken one by one, converged in time in
some sort o f pattern. He argued that not all strategy making is deliberate
Spanbauer (1992) stated that the continual process o f making decisions in a
systematic way based on review o f the past, a look at the future, and analysis o f the
present is necessary for organizational change. Trust occurred when there were pro
cesses for: (a) determining mission and purpose, (b) defining strategic direction, (c)
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identification and prioritizing program and course needs, (d) involving the employees
in the planning process, and (e) planning is continuous and flexible.
A group engaged in a process that goes beyond the ordinary, far beyond what
others thought possible, is a behavior encouraged in the strategic planning process
W hen leaders effectively com m unicated a vision that vision has very potent effects.
Employees reported a significantly higher level o f job satisfaction, motivation, com 
mitment, loyalty, and pride in the organization (Kouzes & Posner, 1995).
In 1962 a Harvard Business Review article by G ilm ore and Brandenburg sig
naled the beginning o f literally hundreds o f models o f a process by which strategy
could be developed and operationalized. The models ranged from the simple elabo
ration o f steps to the highly detailed specification o f its steps, using all kinds o f check
lists, tables, diagrams and techniques.
The Core Design School Model (Gim ore & Brandenburg, 1962) identified
one single set o f concepts that underlies all the proposals to formalize the strategic
planning process.

The model was referred to the SW OT model (strengths, w eak

nesses, opportunities, and threats) as developed by Kenneth A ndrew s in 1971. It was
constructed on the belief that strategy formation is a process o f conception.

The

strategy was created at the intersection o f an external appraisal o f the threats and
opportunities facing an organization in its environment, considered in term s o f key
factors for success, and an internal appraisal o f the strengths and weaknesses o f the
organization itself, distilled into a set o f distinctive competencies.

Outside opportun

ities w ere exploited by inside strengths, while threats were avoided and weaknesses
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circumvented. Taken into consideration were the creation o f the strategies and their
evaluation to choose the best, were the values o f leadership as well as the ethics o f
the community. Once a strategy had been chosen it was implemented.
The K-12 school district used the strategic planning model prom oted by
Transformation Systems, Ltd. (1998) to develop a ten year strategic plan. The model
plan contained the key com ponents o f the Core Design School Model. They defined
Strategic Plans as long term, system wide, creates fundamental change, vision driven,
and results based. The planning process is inclusive, consensus driven, locally devel
oped, accountability for results is built in, and the plan is adjusted periodically. Pro
gram developers determined that several subsystems must be assessed prior to engag
ing in the planning process-com m unication, site planning/decision making, staff
development, curriculum development, assessment, and research.

Gray (1986) sup

ported the statement that sub-systems must be in place prior to engaging in the plan
ning process.

He stated when strategic planning was newly installed, it often

assumed that the organizational units already in place would handle the planning.
The formalizing o f a system to structure decisions and act as a tool to facili
tate organizational learning is a critical outcom e o f the strategic planning process
(Allair & Firsirotu, 1988).
(Makridahis, 1990).

Systems can also help in the generation o f consensus

Formalization was necessary to strengthen the loose edges o f

planning. It was a double-edged sword that could reach a point o f being a hindrance
(Mintzberg, 1994).
Kaufman (1991) relied on the assumptions that strategies should em anate for
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the top o f the organization, that goals can be clearly stated, formulation o f strategies
must be followed by implementation, and that employees will respond to the
strategies.
Sonnenberg (1994) in his book “M anaging with a C onscience” stated a way
to foster comm unication within organizations is the strategic planning process.

It

was easier to implement actions when employees are involved in the planning pro
cess. Critical to the success o f the organization is developing em ployees w ho will be
deeply comm itted to the organization’s mission and values
M ax DePree (1992) stated that an ethos for change derived its vitality from
vision based change. People easily followed the leader who clearly connected m ean
ingful changes to a strategic plan. The work o f leaders was bringing about change.
Risks and tension were natural. Raising the level o f trust was necessary.
M urphy and Schiller (1992) stated that it was critically important that all staff
at every level o f the organization be involved in developing the mission.

It was

equally important that the wording o f the mission statement be clear and easily
understood. Clear comm unication developed trust.
Bernhardt (1994) defined strategic planning as the process o f answering the
questions: (a) where are w e going, (b) where do we want to go, (c) how do we get
there, (d) are there processes getting us to where we want to go, and (e) how will w e
know when w e are where w e want to be? Values and beliefs are at the core o f who
w e are. Core values and beliefs describe not only how we think we work, and how
society and the world operate, but how w e think they should operate.
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Blanchard (1997) stated that in order to establish a strong foundation o f trust,
leaders must show employees not only that they mean them no harm but that pro
spective changes are in e veryone’s best interest. For this to develop, those in charge
must be perceived as having a clear view o f where the organization is going, how
they will get there, and how they are going to include everyone else in the journey
The greatest element in trust building is the dissemination o f information to people in
all roles and at all levels throughout the organization. By holding back on trust, you
stifle your own creativity and ultimately limit the growth o f the organization.
Kesler (1996) stated three barriers to the change process in organizations are
lack o f a strategic vision and mission; low commitment, trust, and team work, and a
bureaucratic organizational culture. She attributed successful change to using a pro
cess for participative decision making.
The report o f the master plan for higher education (W ashington State Higher
Education Coordinating Board, 1992) in the state o f W ashington recommended three
strategies for accomplishing the a commitment to opportunity. First, a strategic plan
ning process that focuses on efficient resource allocation. Second, improved partner
ships with public schools, business, and the community.

Third, a new alignment o f

responsibilities, based on trust, between the state and its post secondary education
institutions.
Dem ing (1986) established fourteen (14) points o f effective organizations.
He stated that people cannot work effectively in the presence o f fear.

Deming

believed that trust drives out fear. The common denominators o f fear in any form is
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loss from impaired performance and padded figures.
inability to serve.

Another loss from fear is an

Deming believed that everyone in the com pany must work to

accomplish the transformation. Creating this constancy o f purpose builds trust.
Duvivier (1992) stated that as the value and nature o f em ployees’ organiza
tional relationships improve, fear was displaced with trust.

Caldwell and Gould

(1992) found that establishment o f trust requires the developm ent o f a visionary plan
so that changes have a meaningful context. The developm ent o f a vision involved the
developm ent o f trust, which entailed integrity and honesty.

Sum mary o f Literature on Strategic Planning

Sonnenberg (1994) stated that strategic planning is a vehicle to involve people
in the decision making process. Konnert and Augenstein (1990) studied the ability o f
the C h ie f Executive Officer to involve people in goal setting and decision making
process as it related to the level o f trust o f employees.
Yukl (1989) stated that time must be set aside for reflective analysis and plan
ning.

M intzberg (1994) defined formal planning as future thinking, controlling the

future, decision making, integrated decision making, and a formalized procedure to
produce an articulated result.
Bryson (1988) referred to strategic planning as a disciplined effort, a simple
set o f concepts, procedures, and tests that have been formalized in the organization.
M intzberg (1994) defined formalization as to decompose, to articulate, and to
rationalize the process by which decisions are made.
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Jelinek (1996) presented the argument for formalizing strategic planning.
Bennis and Nanus (1985) called for the creation o f focus as a m ajor role o f planning
and trust building. Senge (1990) stated that strategic planning also brings other fac
tors into play w hen m embers o f the organization are accountable, interact positively,
think on the job, take risks, work cooperatively, seek personal mastery, align them
selves with organizational goals, and think systemically.
Kline and Sanders (1993) studied the ten steps to a learning organization and
stated that a shared vision through planning builds trust. Herman (1994) developed
ten prerequisites necessary for successful strategic planning.
Spanbauer (1992) stated that the continual process o f making decision in a
systematic way is necessary for organizational change. Defining a strategic direction
through planning is critical. Allair and Firsirotu (1988) agreed that formalizing a sys
tem to structure decision making is a critical outcome o f strategic planning.
Transformation Systems, Ltd. (1998) defined strategic plans as being long term, sys
tem wide, fundamental change, vision driven, and results based.
Kaufman (1991) stated that goals must be clearly stated, formulation o f strate
gies must be followed by implementation, and employees will respond to the strate
gies developed in strategic plans.

DePree (1992) stated that an ethos for change

derives its vitality from vision based change. M urphy and Schiller (1992) stated that
it is critically important that all staff at every level o f the organization be involved in
developing the mission and vision. Bernhardt (1994) believed that values and beliefs
are at the core o f who we are.
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Blanchard (1997) stated that those in charge must be perceived as having a
clear view o f where the organization is going. Strategic planning gives organizations
a direction.

Kesler (1996) stated three barriers to the change process, the first o f

w hich is a lack o f strategic vision and mission.
Deming (1986) established fourteen points o f effective organizations. Point 8
discusses the need to drive out fear so that everyone may w ork effectively for the
company.

Strategic planning creates a constancy o f purpose.

Caldwell and Gould

(1992) found that the establishment o f trust requires the development o f a visionary
plan so that changes have a meaningful context.

Trust

Trust was a key com ponent o f building the foundation for the strategic plan
ning process (Janov, 1994).

Sonnenberg (1994) stated that trust was built by the

characteristics o f integrity, reliability, and openness.

It was the fabric that bound us

together, that created an orderly, civilized society free from chaos and anarchy.
Janov (1994) believed that trust was a process not a thing. Trust was a confidence,
reliability, and certainty.
Kouzes and Posner (1995) stated that trust was at the heart o f fostering
collaboration.

Trust was the essential element o f organizational effectiveness.

E m ployees who are unable to trust others fail to become leaders.

Their dem onstra

tion o f lack o f trust in others promotes others to lack trust in them.
W hen leaders brought people together to work on a project they were
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concerned with how group members related to each other.

Relationships lacking

trust interfered with and distorted employees perceptions o f the problems and
diverted energy and creativity from the search for realistic solutions (Kouzes &
Posner, 1995). Creating and sustaining cooperative goals builds trust. Kouzes and
Posner (1995) in “The Leadership Challenge” stated seven points necessary for
fostering collaboration and building trust.
Kouzes and Posner (1995) found that people w ho are trusting are more likely
to be happy and psychologically adjusted than those who view the world with sus
picion.

One o f the clearest advantages o f trusting others lies in the way people

respond to individuals who are trusting. Figure 1 identifies the trust behaviors. Uti
lizing the behaviors listed makes us vulnerable to others whose subsequent behavior
we cannot control. We can only control our own behaviors and trust was built when
we made ourselves vulnerable to others (Kouzes & Posner, 1995).
A position paper from four experienced college business officers, presented in
the Business Officer (November, 1993) focused on the importance o f establishing
trust within the institution and the role o f strategic planning as two key components
o f effective communication in organizations.

Baldus & Nelson (1993) stated the

need to develop a strategic planning model with a vision statement, goals, and objec
tives. Included in the model was a course on trust building activities.
Interviews with twelve superintendents in a study conducted by Alexander
and W agner (1991) on school based management found that four areas are critical to
effective restructuring.

The investigators survey and focus group methodology
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Com m itm ent N um ber 5
Foster Collaboration by Promoting
Cooperative Goals and Building Trust
Always say we.
Increase interactions.
Focus on gains, not losses.
M ake a list o f alternative currencies.
Form planning and problem-solving partnerships.
Conduct a collaborative audit.
Go first.

Figure 1. Com m itment N um ber 5.
Source: Kouzes, J.M , & Posner, B.Z. (1995). The Leadership Challenge.

defined the four critical areas as the need for training for all employees, m aking
student learning a priority, leadership based on core values established in a strategic
planning process, and building trust at all levels o f the organization.
Samuels (1988) in a conference paper delivered to Community College
administrators stated two conditions must be present in order to establish a basis for
trust: a statement o f values to serve as a normative standard for staff; and participa
tory structures developed to involve administrators, faculty, and staff in decision
making.

G roff (1986) supported the b elief that a vision and values must be

established and understood for a basis for trust to exist. The technology o f strategic
planning and m anagement offers a model for developing this requisite understanding.
Schlechty (1990) stated that change requires comm itm ent o f energy, resources, and
trust. It required people to take risks and break habits. W hen people are undergoing
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change they need more support and security. They must be assured that they are an
honored participant, respected intellect deserving support, and a valued colleague.
Schlechty (1990) stated that in order for change to occur five functions must
be fulfilled. The five functions that build employee trust are as follows:
1. Nature o f change must be conceptualized.
2. Those not involved in conceptualization must be made aware.
3. Feedback from those not involved must be solicited and incorporated.
4. Activity to implement change must begin.
5. A system o f ongoing support and training must be present.
Peters (1992) related that trust was essential. Away from home a climate o f
trust was an absolute must and more o f a stumbling block to future organization suc
cess than getting the strategic plan right.
Bennis and Nanus (1985) believed that trust was the lubricant that makes it
possible for organizations to work. Trust implies accountability, predictability, and
reliability.

We know when its present and when its not.

Based on predictability,

trust was developed by making positions clear. Constancy and courageous patience
allows for managing trust through positioning.
Environmental

Scanning

contributing to trust.

Technique

(Q U E ST)

Bennis and N anus used the Quick
to

identify

the

other

factors

The authors state that integrity, mutual respect, reliability,

competence, and vision are brought into play.
Kelly (1992) in his study o f the power o f followership has found that the
alienation o f followers resulted from unmet expectations and broken trust. The lack
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o f trust was a major issue with followers. Followers trusted direct supervision about
two thirds o f the time and top management about half o f the time.

Followers in

creased the odds that their voices were heard by creating trust and avoiding the
effects o f mistrust. Trust was developed by being involved in the decision making
process (Sonnenberg, 1994).
Kouzes and Posner (1995) studied how to keep getting extraordinary things
done in organizations. The more severe the events and the more compressed the time
frame, the more cynical people were likely to become. Cynics had less trust in their
m anagem ent than upbeat people. Nearly half o f the cynics doubted the truth or what
m anagem ent told them. Leaders must be credible yet we contributed to undermining
their credibility by expecting them to focus on a clear direction for the future.

A

balance o f the personal desire to achieve important ends with followers needs to
believe the leader has others’ best interest at heart. Trust was at the heart o f fostering
collaboration (Covey, Merrill, & Merrill, 1994).

It was the central issue in human

relationships. Trust was an essential element o f organizational effectiveness. Those
who are unable to trust other people fail to become leaders (Kouzes & Posner, 1995).
Boss (1994) in a study o f trust and managerial problem solving identified the
characteristics o f high trust groups.

M embers were more open about feelings,

experienced greater clarity about the groups problems and goals, and searched more
for alternative courses o f action. Employees reported greater levels o f mutual influ
ence on outcomes, satisfaction with meetings, motivation to implement decisions,
and a closeness as a team.
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Kouzes and Posner (1995) stated that when people d o n ’t trust each other they
ignore and twist facts, ideas, conclusions, and feelings they believed their vulnera
bility increased.

Trust has been shown to be the most significant predictor o f indi

viduals satisfaction with their organization.
Kouzes and Posner (1995) stated that trust makes work easier, because it
forms the basis for greater openness between individuals and departments.

People

who experience the most trust in leaders feel trusted in return and are the most satis
fied with participation. To trust the organization, individuals must be confident that
the organization and its agents opened communication and the opportunity to partici
pate (Kouzes & Posner, 1995).
Trust was never guaranteed and it cannot be won overnight. It must be care
fully constructed, vigorously nurtured, and constantly reinforced.
lished over time through a long chain o f successful experiences.

Trust was estab
The characteristics

that led to trust are integrity, reliability, and openness (Sonnenberg, 1994).
Sonnenberg (1994) stated people consciously or unconsciously examined
actions rather than words. His First Ring o f Trust found the examination o f integrity
o r seeing if the person has a good value system, is being honest, straightforward, and
is non-manipulating.

Doing the right thing o r giving o f yourself even if you do not

have anything to gain at that moment, and addressing problems before they become
public.

Demonstrating strength o f conviction regarding personal and organizational

ethics.

People w ho are trustworthy projected self-confidence and are comfortable

enough to admit their faults and errors.

Covey et al. (1994) stated that synergy
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results from valuing differences and bringing together different perspectives in a
spirit o f mutual trust.

People need to feel safe and trust increased w hen the

individual is seen to be competent. Reliability was a component o f trust. Openness
to a point o f never breaching a confidence and use the information against the person
at a later date (Sonnenberg, 1994).

Com m unication was vital in the First Ring o f

Trust. Com m unication perm itted the employee to influence the decision.
Sonnenberg’s (1994) Second Ring related to the test o f time. People trust and
are m ore comfortable with those who are predictable.
from predictability to faith.

The Third Ring was a move

Faith enabled you to go beyond the facts and still feel

secure about the organization. Employees had the right to know that their employers
have confidence in them and in their abilities.

They wanted to know that m anage

m ent trusted their abilities and respected them enough to assume they will do a rea
sonable job and select the best available alternative.
Sonnenberg (1994) continued to say that trust was the fabric that binds us
together, creating an orderly, civilized society from chaos and anarchy. Trust was not
an abstract, theoretical, idealistic goal forever beyond our reach. Trust, or the lack o f
it, was inherent in every action we took and affected everything we do. Trust built
relationships. People w ho trusted one another shared information.
Sonnenberg (1994) believed high levels o f trust reduced friction am ong
employees, bonded people together, increased productivity and stimulated growth.
L o w levels o f trust adversely affected relationships, stifled creativity, and hampered
decision making.

Low trust pushed people to operate with incom plete information.
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Organizations with low levels o f trust had employees who had difficulty exploring
the range o f alternatives and creatively responding to problems.

Trust made col

leagues willing to spend time together and make sacrifices for one another
(Sonnenberg, 1994).
Kelly (1992) believed the lack o f trust was a major issue for followers. Only
tw o o f five managers were able to instill trust.

Credibility grow s with each action

and day by day through consistent demonstration o f trustworthiness.

A powerful

emotional deposit was to help others get what they want.
Each person must have a personal integrity account that reflects the amount o f
trust we have in ourselves. Deposits equal making and keeping com m itm ents (Covey
et al., 1994). Trust was the glue o f life (Bennis & Nanus, 1985).

It was the most

essential ingredient in effective communication. It held all relationships together. At
the heart o f em pow erm ent was trustworthiness.

Trust creates an environm ent in

which all the other elements flourished. Trust came out o f the experience o f pursuing
what was true. What was true lies within each o f us (Block, 1996).
Janov (1994) stated personal power was derived from three attributes: credi
bility, integrity, and trust.

Each o f these was an outcome o f our words and deeds.

Trust was a confidence, reliability, and certainty. Trust was derived from our ability
to tell the truth, no matter the setting, regardless o f the risk. Trust was a process not a
thing. It developed out o f interactions with others that are best captured in a series o f
steps (Janov, 1994).
Harris (1995) discussed institutional transformation and the need for change

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

over time as non-linear.

The organizational structure must be understood, the

institutions vision must be clear, and an environment o f trust must be created if
change is to occur. Goens (1996) supported Harris that a demonstration o f trust and
openness must be present in organizations.
Standley (1993) believed that an organization must look at the essential com 
ponents o f trust and establishing a comm on purpose in order to be effective. Argyris
(1993) stated that organizations must overcom e resentment and rebuild trust to
improve. Kratzer (1997) established trust, respect and caring as crucial components
in achieving school effectiveness.

Harris (1995) states that quality and comm unity

flourish in an environment o f trust. People cannot feel a sense o f ownership and trust
unless they feel included.
Deal (1994) found linking work with organizational mission is critical in fos
tering trust. Guzman (1994) supported Deal by stating that the process o f covenant
ing toward a common purpose, translating that into reality, and achieving success
through creation o f synergistic relationships was foundational to building trust and
changing individuals and systems.

A system o f planning that has the elements o f

com m on purpose, communication, change, trust and ritual was necessary.
K ouzes and Posner (1995) stated five practices and ten com m itm ents o f
leadership that build trust in organizations.

Figure 2 explains the five fundamental

practices o f exemplary leadership that can serve as the basis for learning to lead by
building trust. They served as a guide on how leaders get extraordinary things done
in organizations.
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Practices
Challenge the Process

Commitments
•

•
Inspire a Shared Vision

•
•

Enable Others to Act

•
•

Model the W ay

•

•

Encourage the Heart

•
•

Search out challenging opportunities
to change, grow, innovate, and
improve
Experiment, take risks, and learn
from the accompanying mistakes
Envision an uplifting and enabling
future
Enlist others in a common vision by
appealing to their values, interests,
hopes, and dreams
Foster collaboration by promoting
cooperative goals and building trust
Strengthen people by giving power
away, providing choice, developing
competence, assigning critical tasks,
and offering visible support
Set the example by behaving in
ways that are consistent with shared
values
Achieve small wins that promote
consistent progress and build
commitment
Recognize individual contributions
to the success o f every project
Celebrate team accomplishments
regularly

Figure 2. Ten Com m itm ents o f Leadership
Source: Kouzes, J.M., & Posner, B.Z. (1995). The Leadership Challenge.

Summary o f Literature on Trust

Janov (1994) stated a key component o f building the foundation for the strate
gic planning process was trust. Sonnenberg (1994) stated that trust was built by the
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characteristics o f integrity, reliability, and openness.

It is the fabric that binds us

together. Kouzes and Posner (1995) stated that trust was at the heart o f fostering col
laboration, an essential element o f organizational effectiveness.
Kouzes and Posner (1995) stated that relationships lacking trust interfered
with and distorted employees perceptions o f the problems and diverted energy and
creativity from the search for realistic solutions. Baldus and Nelson (1993) stated the
need for including a course on trust building in the models for strategic planning.
Alexander and W agner (1991) conducted a study that found four areas are
critical to effective change in organizations.

Samuels (1988) stated several condi

tions for the establishment o f trust in organizations.
Schlechty (1990) stated change requires comm itm ent o f energy, resources and
trust. H e stated that five functions must be present for change to occur: change con
ceptualized, awareness o f the conceptualization, feedback solicited from those not
involved, implementation must begin, and ongoing support and training must be
present. Peters (1992) related that trust is essential and an absolute must to the future
o f the organization.
Bennis and Nanus (1985) believed trust was the lubricant that makes it possi
ble for organizations to work.

Kelly (1992) found that the alienation o f followers

resulted from unmet expectations and broken trust.
Kouzes and Posner (1995) studied how to keep getting extraordinary things
done in organizations. Covey et al. (1994) stated that trust is at the heart o f fostering
collaboration, the central issue in hum an relationships.
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Boss (1994) identified the characteristics o f high trust groups.

H e stated

m em bers were m ore open, experienced greater clarity about goals and problems, and
searched for alternative courses o f action more often. Sonnenberg (1994) developed
Rings o f Trust and stated that people examined actions rather than words.
Covey et al. (1994) stated each person must have a personal integrity account
that reflects the amount o f trust we have in ourselves. Janov (1994) stated that trust
develops out o f interactions with others. Goen (1996) believed that a demonstration
o f trust must be present in organizations.
Standley (1993) believed that an organization must look at the essential c o m 
ponents o f trust and establishing a comm on purpose in order to be effective. Argyris
(1993) said organizations must overcome resentments and rebuild trust to improve.
Kratzer (1997) established trust, respect, and caring as crucial com ponents in achiev
ing effectiveness in schools. Harris (1995) stated that quality and com m unity flour
ish in an environm ent o f trust.
Deal (1994) found linking work with mission is critical in fostering trust.
Guzm an (1994) supported Deal by stating that the process o f covenanting tow ard a
com m on purpose is foundational to building trust and changing individuals and sys
tems.

Kouzes and Posner (1995) identified five practices o f leadership that build

trust in organizations.
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C H A PT E R III

METHODOLOGY

Overview

The purpose o f the study is to determine if the Strategic Planning Process
contributed to the trust level o f administrators in a K-12 school district.

The study

explored the leadership behaviors associated with trust and the level o f participation
in the Strategic Planning Process.

Sample Description

Subjects selected for this study were administrators in a K-12 school district
in Utah. The K-12 school district collected data from the administrative staff.

The

district believed the administrators would best be able to describe the leadership
behaviors associated with trust and to determine their perceived level o f participation
in the strategic planning process. The subjects were selected by the district and per
mission granted to the researcher to use the data set for this dissertation.

Demographics

The community served by the K-12 school district has a population o f 70,000
residents.

Approximately 67% o f the population cite The Church o f Jesus Christ

Latter Day Saints as their religion o f choice. A growing Latino population makes up
43
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approximately 15% o f the city.
families.

The com m unity is a mix o f white and blue collar

W eber State University is located within the city boundaries and draws a

significant number o f local high school graduates for post high school education.
The primary industries include rocket propulsion for the space industry, auto parts
manufacturing, com puter technology, mineral processing, and an air force base. The
socio-econom ic levels range from very poor to very affluent.

Sixty-three percent o f

the students in the school district qualify for free or reduced federal lunch programs.
The school district is comprised o f 23 schools that consist o f 2 high schools,
one alternative high school, 4 middle schools, and 15 elementary schools, and one
early childhood center. Student population numbers 13,000 with a professional staff
o f 750 and a support staff o f 800. There are 49 administrators, 13 at the district level
and 36 at the school level.
Administrators have as little as five months o f experience to as much as 28
years o f experience.

Forty-seven administrators participated in the study.

not participate due to incomplete surveys.

Tw o did

Twenty-three o f the administrators are

female and twenty-four are male.

Instrument

The Kouzes and Posner Leadership Practices Inventory (LPI) was chosen by
the school district to assess administrator trust level. The LPI was developed through
a triangulation o f qualitative and quantitative research methods and studies.

Case

studies from people’s personal best leadership experiences generated five key
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leadership practices (Kouzes & Posner, 1997):
1. Challenging the Process:
current reality.

Leaders search for opportunities to change the

They look for innovative ways to improve the organization.

experiment and take risks.

Risk taking involves mistakes and failures.

They

The inevit

able disappointm ents are seen as learning opportunities.
2.

Inspiring a Shared Vision:

Leaders passionately believe that they can

m ake a difference. They see the future, creating an ideal and unique image o f what
the organization can become. Leaders enlist others in their dreams. They breathe life
into their visions and get people to see exciting possibilities for the future.
3.

Enabling Others to Act:

Leaders foster collaboration and build teams.

They actively involve others. Mutual respect and trust is what sustains extraordinary
efforts.

Leaders strive to create an atm osphere o f trust and human dignity.

They

strengthen others, making each person feel capable and powerful.
4.

M odeling the Way: Principles are established concerning the way people

should be treated and the way goals should be pursued.
excellence and then set an example for others to follow.

Leaders create standards o f
They set interim goals so

that people can achieve small wins. They create opportunities for victory.
5.

Encouraging the Heart:

To keep hope and determination alive, leaders

recognize contributions that individuals make.

They share rewards and celebrate

accomplishments. They make people feel like heroes and that they are trusted.
A question was added to determine the level o f participation in the strategic
planning process.

The Leadership Practices Inventory has reliability and validity
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verified and is a standardized test. The sample size is larger than twenty-five.
The K-12 school district chose to employ all five o f the sub-scales for this
particular study:

(1) Challenging the Process, (2) Inspiring a Shared Vision, (3)

Enabling Others to Act, (4) M odeling the Way, and (5) Encouraging the Heart.
The items under Challenging the Process included:

(a) asks “what can we

learn?” ; (b) experiments and takes risks; (c) seeks challenging opportunities; (d) chal
lenges people to try new approaches; (e) looks outside the organization for ways to
improve; and (f) takes initiative to overcome obstacles.
The items under Inspiring a Shared Vision: (a) shows others how their inter
ests can be realized, (b) speaks with conviction about the meaning o f work, (c)
describes compelling image o f future, (d) is enthusiastic and positive about future, (e)
appeals to others to share dream o f future, and ( 0 talks about future trends.
The items under Enabling Others to Act: (a) develops cooperative relation
ships, (b) listens to diverse points o f view, (c) ensures people grow in their jobs, and
(d) treats people with dignity and respect.
The items under M odeling the Way: (a) ensures that people adhere to agreed
upon standards; (b) is clear about his/her philosophy o f leadership; (c) follows
through on promises and commitments; (d) ensures that goals, plans, milestones are
set; and (e) sets example o f what is expected.
The items under Encouraging the Heart:

(a) creatively rewards people for

their contributions, (b) praises people for a job well done, (c) expresses confidence in
people’s ability, (d) gives team members appreciation and support, and (e) recognizes
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people for comm itm ent to shared values.

The Leadership Practices Inventory Surveys

The Leadership Practices Inventory (LPI), Self Response surveys w as used.
The S e lf Response sheet contained 30 questions that were rated on a Likert Scale
from 1 (Almost Never) to 10 (Almost Always). The responses were transferred to an
answer sheet.
The S elf Response sheet statement began with the word “ 1” . The directions
made the statement “to what extent do you typically engage in the following
behaviors?”
The level o f participation in the strategic planning process was determined by
a self rating on a Likert Scale. Participation ranged from 1 (limited involvement) to 5
(highly involved).

Reliability and Validity o f the Instrument

Any good instrument should have sound pyschometric properties - reliability
and validity. An instrument is reliable when it measures what it is supposed to mea
sure. It is valid w hen it accurately predicts performance. The LPI is internally reli
able, test-retest reliability is high, the five scales are generally independent, and the
LPI has both face validity and predictive validity.
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Reliability

Reliability refers to the extent to which an instrument has measurement errors
that cause scores to differ for unrelated reasons. The smaller the error rate the m ore
reliable the instrument.

The LPI reliability can be empiracally determined several

ways. Reliability tests o f the LPI split the responses in h alf to determine if the halves
are correlated. If the halves were perfectly correlated we would expect a 1.0 correla
tion coefficient.

This is called internal reliability.

Acceptable internal reliability

coefficients are usually .50+ The LPI scales were generally above .80. The LPI has
strong internal reliability (Kouzes & Posner, 1995).
The second empirical measure is test-retest reliability

Over periods as short

as one or two days and as long as three to four weeks, scores on the LPI show consis
tency at levels greater than .90 correlation.
A third empirical measure o f reliability is asking about behavior more than
one time. The instrument asks about behavior m ore than one time. This means that
the LPI is inherently more reliable than a one or tw o item scale

The LPI scale con

tains six items or statements for each o f the five leadership practices.

Validity

Validity has to do with whether an instrument measures what it is supposed to
m easure and whether its scores have meaning for a respondent. Validity o f the LPI is
determined through face validity and factor analysis.
mined several ways.

Validity o f the LPI is deter

The first is face validity, which determines on the basis o f
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subjective evaluation that the instrument appears to be measuring what it is supposed
to measure. Given that the items on the LPI are related to the statements that survey
participants make about their own or others leadership experiences, the LPI has
excellent face validity.
An empirical measure o f the validity is factor analysis. The LPI contains five
factors, the items within each factor relating more to one another than to other fac
tors. For example, the items that measure Enabling Others to Act are all more related
to one another than they are to items m easuring the other four practices.
The LPI has relevance to participants
and concurrent validity is determined.

To determine the relevance predictive

As shown in studies o f the relationship

between LPI scores and such variables as work-group performance, team cohesive
ness, m em ber com m itm ent and loyalty, satisfaction, upward influence, and credi
bility.

M easurement

The Leadership Practices Inventory employs a thirty response Likert scale.
Items received score values o f 1 (Almost Never) to 10 (Almost Always).

The

respondents’ scores on each item w ere the same as the Likert response value (1 to
10). All items were regularly scored; there was no reverse scoring.

Items from all

five sub-sets were included in the scoring. The percentile scores o f the international
group w ere used as a reference point o f reference for the percentile scores o f the sam
ple population.
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A score on the LPI that is at or above the 70th percentile is considered to be a
high score. A score at or below the 30th percentile is considered a low score. A score
that falls between those ranges is considered moderate.
Additionally, the respondents w ere asked to rate their involvement in the Stra
tegic Planning Process o f a K-12 school district using a Likert scale o f 1 (limited
involvement) to 5 (highly involved).

Instrument Administration Procedures

The Strategic Plan o f Action was formally adopted by the Board o f Education
in N ovem ber 1997.
year.

Implementation steps were taken during the 1997-1998 school

The LPI was administered by the K-12 school district between M arch 1 and

June 30, 1999.

The survey was conducted at regularly scheduled adm inistrators’

meetings. Instructions were read to the administrators. The completed answ er sheets
w ere collected at the close o f the meetings. Analysis o f the data was completed after
the December 14, 1999 approval from the Hum an Subjects Institutional Review
Board (see Appendix). The K-12 school district granted the researcher perm ission to
use the existing data for this dissertation.
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C H A PT ER IV

RE SU LT S OF T H E STU D Y

Participants

Forty-nine administrators participated in the Leadership Practices Inventory
(Kouzes & Posner, 1997) survey. Administrative experience ranged from 5 months
to 28 years.

Thirteen were district office administrators and 36 were school-based

administrators.

Tw enty-four administrators were male and 25 were female

administrators were excluded due to incomplete surveys.

Three

Responding participants

were grouped into “High Involvem ent” and “ M oderate/Limited Involvement” (see
Tables 1-5).

Table 1
Comparative M ean Ratings o f the High Involvement and Moderate/Limited
Involvem ent Groups o f Administrators, Self Rating: Leadership
Practices Inventory Challenging the Process (CP)

M oderate/Limited Involvement

Hieh Involvement
N

M ean

SD

N

M ean

SD

20

44.85

7.492

24

44.04

5.94

Note: N = num ber o f participants. SD = standard deviation.

51
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Table 2
C om parative M ean Ratings o f the H igh Involvem ent and M oderate/L im ited
Involvem ent G roup o f A dm inistrators, Self Rating: Leadership
Practices Inventory Inspiring a Shared V ision (ISV )

Moderate/Limited Involvement

Hieh Involvement
N

M ean

SD

N

Mean

SD

20

44.75

8.091

24

44 04

6.11

Note: N = number o f participants. SD = standard deviation.

Table 3
Comparative M ean Ratings o f the High Involvement and M oderate/Limited
Involvement Groups o f Administrators, Self Rating: Leadership
Practices Inventory Enabling Others (EO)

Moderate/Limited Involvement

Hiuh Involvement
N

M ean

SD

20

50.60

4.147

N

24

Mean

SD

50 79

3.79

Note: N = number o f participants. SD = standard deviation.

Tables 1-5 state the m ean scores and standard deviations o f the total popula
tion, broken out by level o f involvement. The data set means, differed betw een the
high involvement group and the limited involvement group, as would be expected
with any sample. The magnitude o f this difference varied from small to possibly
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Table 4
C om parative M ean R atings o f the High Involvem ent and M oderate/Lim ited
Involvem ent G roups o f A dm inistrators, S elf R ating: Leadership
Practices Inventory M odeling the W ay (M W )

H ieh Involvem ent

M oderate/Limited Involvement

N

M ean

SD

N

M ean

SD

20

48.25

5.369

24

48.25

5 01

Note. N = num ber o f participants. SD = standard deviation.

Table 5
C om parative M ean Ratings o f the High Involvement and Moderate/Limited
Involvem ent G roups o f Administrators, Self Rating: Leadership
Practices Inventory Encouraging the Heart (EH)

H ieh Involvem ent

M oderate/Limited Involvement

N

M ean

SD

N

M ean

SD

20

45.85

6.651

24

48.21

6.01

Note: N = num ber o f participants. SD = standard deviation.

significant. This w as done as a first step to examine the factors to determine if fur
ther examination w as warranted, keeping in mind the tw o types o f hypothesis under
examination:
1. Did the high involvement group obtain a significantly greater score than
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the limited involvement group. This is a one-tailed question, where the data does not
have the freedom to be negative; and
2.

Is there any significant difference between the scores o f the high

involvement group and the limited involvement group. This is a two-tailed question,
w here the data is free to vary in either direction.
In the case at hand this researcher chose to proceed with the next step,
comparing each pair o f groups using the F-test.

The F-test is a preliminary step

conducted prior to a t-test which helps answ er the question about which form o f t-test
procedure to choose (see Tables 6-10).

Table 6
F-Test Two Sample for Variances High Involvement and Moderate/
Limited Involvement Groups Challenging the Process

High Involvement

M oderate/Limited Involvement

M ean

45.85

45.25

Variance

28.829

25.065

Observations

20

24

df

19

23

F

1.1502

P(F<=f) one-tail

0.3707

F Critical one-tail

2.0608
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Table 7
F-Test Tw o Sam ple for V ariances H igh Involvem ent and M oderate/L im ited
Involvem ent G roups S elf Rating: Inspiring a Shared Vision

Hieh Involvement

M oderate/Limited Involvement

M ean

44.75

44.042

Variance

65.461

37.346

Observations

20

24

df

19

23

F

1.7528

P(F<=f) one-tail

0.0999

F Critical one-tail

2.0608

Results o f the LPI

The results include table means and standard deviations comparison data o f
two populations, the “High Involvement” group and the “M oderate/Limited Involve
m ent” group.

The study also examined the self rated perceptions o f the “High

Involvem ent” group and the “M oderately/Limited Involvem ent” group self rating in
Challenging the Process, Inspiring a Shared Vision, Enabling Others, M odeling the
Way, and Encouraging the Heart (Kouzes & Posner, 1997).
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Table 8
F-Test Tw o Sample for Variances High Involvement and Moderate/
Limited Involvement Groups Self Rating: Enabling Others

High Involvement

Moderate/Limited Involvement

M ean

50.6

50.792

Variance

17.2

14.346

Observations

20

24

df

19

23

F

1.1989

P(F<=f) one-tail

0.3358

F Critical one-tail

2.0608

Data Analysis Procedure

Introduction

The data set means, differed between the high involvement and limited
involvement groups, as would be expected with any sample.

The magnitude o f this

difference varied from small to possibly significant. The next step, comparing each
pair o f groups using an F-test. The F-test is a preliminary step conducted prior to the
t-test which helps answer the question about which form o f t-test procedure to
choose.
The

outcomes

are measured

by the

level

at which

the administrator
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Table 9
F-T est T w o-Sam ple for V ariances H igh Involvem ent and M oderate/
Lim ited Involvem ent G roups S elf Rating: M odeling the W ay

High Involvement

M oderate/Limited Involvement

M ean

48.25

48.25

Variance

28.829

25.065

Observations

20

24

df

19

23

F

1.1502

P(F<=f) one-tail

0.3707

F Critical one-tail

2.0608

participated in the strategic planning process as compared to the trust level o f the
administrator as measured by the Self Response on the five criteria o f the Leadership
Practices Inventory (Kouzes & Posner, 1997).
This is a single variable correlation and the study will utilize a t-Test to assess
i f there is a relationship between the level o f participation in the strategic planning
process and the adm inistrator’s trust level. The level o f significance will be set at p =
< .05.

Limitations

The study has several limitations that may affect the conclusions. Limitations
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T able 10
F-Test Tw o Sam ple for V ariances H igh Involvem ent and M oderate/L im ited
Involvem ent G roups S elf Rating: E ncouraging the Heart

High Involvement

Moderate/Limited Involvement

Mean

44.85

48.208

Variance

65.461

37.346

Observations

20

24

df

19

23

F

1.226

P(F<=f) one-tail

0.3177

F Critical one-tail

2.0608

o f the study include:
1. The study does not assess the impact o f the length o f time an administrator
has been employed by the school district.
2. The study does not assess the impact o f the administrator’s assignm ent—
district office, school based, secondary o r elementary.
3. The study does not assess the administrator’s readiness for systems think
ing.
4. The study was limited to the perceptions o f the administrative group only
and did not include the certified teachers or classified employees.
5. The study was limited to data generated by a questionnaire consisting o f
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items deem ed important to behaviors associated with trust.
6.

The study does not assess the trust level o f administrators by gender. A

directional hypothesis is used as the study anticipates that the higher the level o f par
ticipation in the strategic planning process the higher the self rating level o f the
administrator.
7. The study does not assess the impact o f the culture o f the predom inant
religion on the administrative staff.
A relationship exists between adm inistrator’s level o f involvement in the stra
tegic planning process and the trust level o f administrators

H ypothesis 1

Ha:

Administrators

who participated in the strategic planning process at a

high involvement level will rate themselves higher in “ Challenging the Process” than
administrators who participated at a moderate/limited involvement level.
Ho: There will be no difference between the self rating o f administrators in
“ Challenging the Process” who participated in the strategic planning process at a high
involvem ent level and the administrators who participated at a moderate/limited
involvement level.

Hypothesis 2

Ha:

Administrators

who participated in the strategic planning process at a

high involvem ent level will

rate themselves higher in “Inspiring a Shared Vision”
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than administrators who participated at a moderate/limited involvement level.
Ho: There will be no difference between the self rating o f administrators in
“ Inspiring a Shared Vision” who participated in the strategic planning process at a
high involvement level and the administrators who participated at a moderate/limited
involvement level.

Hypothesis 3

Ha:

Administrators

who participated in the strategic planning

process at a

high involvement level will rate themselves higher in “ Enabling Others to Act” than
administrators w ho participated at a moderate/limited involvement level.
Ho: There will be no difference between the self rating o f administrators in
“Enabling Others to Act” who participated in the strategic planning process at an
high involvement level and the administrators who participated at a moderate/limited
involvement level.

Hypothesis 4

Ha:

Administrators

high involvement level will

who participated in the strategic planning

process at a

rate themselves high in “M odeling the W ay” than adm in

istrators who participated at a moderate/limited involvement level.
Ho: There will be no difference between the self rating o f administrators in
“ M odeling the W ay” who

participated at a high involvement

level and the

administrators w ho participated at a moderate/limited involvement level.
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H ypothesis 5

Ha:

Administrators who participated in the strategic planning process at a

high involvement level will rate themselves higher in “Encouraging the Heart” than
administrators w ho participated at a moderate/limited involvement level.
Ho: There will be no difference between the self rating in “ Encouraging the
Heart: o f administrators who participated in the strategic planning process at a high
involvement level and the administrators who participated at a moderate/limited
involvement level.

Results o f the Tests o f the Hypotheses

Results o f Hypothesis 1

Hypothesis 1: There will be no difference between the self rating o f admini
strators in “ Challenging the Process” who participated in the strategic planning pro
cess at a highly involved level and the administrators who participated at a moderate/
limited involvement level.
Since the obtained probability o f .93 was greater than the established .05
alpha level, the null hypothesis was accepted.

There was no significant difference

(see Table 11).

Results o f Hypothesis 2

Hypothesis 2:

There will be no difference

between

the self rating o f
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T able 11
t-Test: Two Sample Assum ing Equal Variances Challenging the Process

G roup

N

M ean

High Involvement

22

45.795

M /L Involvement

27

45.63

t-Critical two-tail

2.0117

g

0.9321*

*g < .05. M/L = moderate/limited.

administrators in “ Inspiring a Shared Vision” who participated in the strategic plan
ning process at a high involvement level and the administrators who participated at a
moderate/limited involvement level.
Since the obtained probability o f 0.7764 was greater than the established .05
alpha level, the null hypothesis was accepted.

There was no significant difference

(see Table 12).

Table 12
t-Test: Two-Sample Assuming Equal Variances Inspiring a Shared Vision

G roup

N

M ean

t-Critical two-tail

g

High Involvement

22

44.841

2.0117

0.7764*

M /L Involvement

27

44.259

*g < .05. M/L = moderate/limited.
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Results o f Hypothesis 3

Hypothesis 3: There will be no difference between the self rating o f adm ini
strators in “Enabling Others to Act” who participated in the strategic planning
process at a high involvement level and the administrators who participated at a
moderate/limited involvement level.
Since the obtained probability o f 0.5595 was greater than the established .05
alpha level, the null hypothesis was accepted.

There was no significant difference

(see Table 13).

Table 13
t-Test: Tw o-Sam ple Assuming Equal Variances Enabling Others to Act

Group

N

Mean

High Involvem ent

22

50.409

M /L Involvem ent

27

51.074

t-Critical two-tail

p

2.0117

0.5595*

* P < .05. M /L = moderate/limited.

Results o f H ypothesis 4

Hypothesis 4: There will be no difference between the self rating o f admini
strators in “ M odeling the W ay” who participated in the strategic planning process at a
high involvement level and administrators who participated at a moderate/limited
involvem ent level.
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Since the obtained probability o f 0.9321 was greater than the established .05
alpha level, the null hypothesis was accepted.

There was no significant difference

(see Table 14).

Table 14
t-Test: Tw o-Sam ple Assum ing Equal Variances M odeling the Way

Group

N

Mean

t-Critical two-tail

g

High Involvement

22

48.318

2.0117

0.9524*

M /L Involvement

27

48.407

*g < .05. M/L = moderate/limited

Results o f Hypothesis 5

Hypothesis 5: There will be no difference between the self rating o f admini
strators in “Encouraging the Heart” who participated in the strategic planning process
at a high involvement level and the administrators who participated at a moderate/
limited involvement level.
Since the obtained probability o f 0.0915 was greater than the established .05
alpha level, the null hypothesis was accepted.

There was no significant difference

(see Table 15).
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Table 15
t-Test: T w o-Sam ple A ssum ing Equal V ariances Encouraging the H eart

G roup

N

Mean

High Involvement

22

45.159

M /L Involvem ent

27

48.296

t-Critical two-tail

2.0117

E

0.0915*

*P < .05. M /L = moderate/limited
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C H A PT E R V

DISCUSSIO N, CO N C LU SIO N , AND R E C O M M E N D A T IO N S

Discussion

Research has indicated that the strategic planning process builds employee
trust.

Strategic planning is a process that has been used in the business world since

the 1960’s as a tool to build employee trust through the development o f a shared
vision and goals. Public education and other public agencies began to use the process
in the mid 1970’s.
One o f the reasons cited for low levels o f employee trust is the lack o f a
strong vision, mission, and shared goals. Trust is often measured by but not limited
to the following areas: Challenging the Process, Inspiring a Shared Vision, Enabling
Others to Act, M odeling the Way, and Encouraging the Heart.

Discussion o f the Results o f the Hypotheses Testing

The results o f this present study, as shown in Tables 11-15, indicate that the
trust level o f administrators with high involvement in the strategic planning process
was no different than the trust level o f administrators with moderate/low involvement
in the strategic planning process.
The level o f trust dealt with how well administrators rated themselves in
Challenging the Process, Inspiring a Shared Vision, Enabling Others, M odeling the

66
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w ay and Encouraging the Heart. The level o f involvement in the strategic planning
process dealt with whether administrators ranked themselves as high involvement or
moderate/limited involvement.
The trust level o f administrators who stated they had high involvement in the
strategic planning process was not significantly different than the trust level o f
administrators who stated they had moderate/limited involvement.

In the area o f

Encouraging the Heart, the moderate/limited involvement group o f administrators
rated themselves higher than the high involvement group o f administrators at a 05
alpha level o f significance
Tables 1-5 show the mean scores and standard deviations o f the total popula
tion, broken out by level o f involvement in the strategic planning process. The data
set means differed between the high involvement group and the moderate/limited
involvement group. The magnitude o f this difference varied from small to possibly
significant. This first step determined that further investigation was warranted.
Tables 6-10 show the results o f an F-test. The F-test was used as a prelimi
nary step to determine which form o f t-test to choose.

The variance between the

m eans o f the high involvement group and the moderate/limited involvement group
ranged from small to possibly significant

This researcher determined that further

study w as warranted and performed a t-Test, two sample assuming equal variances
for Challenging the Process, Inspiring a Shared Vision, Enabling Others to Act,
M odeling the Way, and Encouraging the Heart.
Table 11, Challenging the Process, shows that the high involvement group o f
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administrators had a mean trust level o f 45.795.

The m oderate to limited involve

ment group o f administrators had a mean trust level o f 45.63.

The probability o f

0.9321 was greater than the established .05 alpha level. There was not a significant
difference between the tw o groups.

Challenging the Process included seeking out

challenging opportunities to change, grow, innovate, and improve, experimenting,
taking risks, and learning from the accom panying mistakes.
Table 12, Inspiring a Shared Vision, shows that the high involvement group
o f administrators had a mean trust level at 44.841

The moderate/limited involve

ment group o f administrators rated had a mean trust level o f 44 259
o f 0.7764 was greater than the established .05 alpha level.
cant difference between the two groups.

The probability

There was not a signifi

Inspiring a Shared Vision included envi

sioning an uplifting and enabling future; enlisting others in a com m on vision by
appealing to their values, interests, hopes and dreams.
Table 13, Enabling Others to Act, shows that the high involvement group o f
administrators rated had a mean trust level o f 50.409. The moderate/limited involve
ment group o f administrators had a mean trust level o f 51.074
.05595 was greater than the established .05 alpha level.
difference between the tw o groups.

The probability o f

There was not a significant

Enabling Other to Act included fostering col

laboration by promoting cooperative goals and building trust; strengthening people
by giving pow er away, providing choice, developing competence, assigning critical
tasks, and offering visible support.
Table 14, M odeling the Way, shows that the high involvement group o f
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administrators had a mean trust level o f 48.318

The moderate/limited group o f

administrators had a mean trust level o f 48.407.

The probability o f .09524 was

greater than the established .05 alpha level.

There was not a significant difference

between the two groups. M odeling the W ay included set the example by behaving in
ways that are consistent with shared values; achieve small wins that promote consis
tent progress and build commitment.
Table 15, Encouraging the Heart, shows that the high involvement group o f
administrators had a mean trust level o f 45.159

The moderate/limited involvement

group had a mean trust level o f 48.296. The probability o f 0.0915 was greater than
the established .05 alpha level.
two groups.

There was not a significant difference between the

Encouraging the Heart included recognizing individual contributions,

celebrating team accomplishments regularly.
One interesting observation, the means for Encouraging the Heart shows a
difference between the two groups with the t statistic o f -1.723 being greater, when
direction is ignored, than the t Critical one-tail value o f 1.6779. This in a unique way
significant at the 0.0458 point, which would make that finding significant at the 05
alpha level. The limited/moderate involvement group o f administrators rated them 
selves higher than the high involvement group o f administrators.

Conclusion

The results o f this study reveal that administrators in a K-12 school district
that participated in the strategic planning process at a high involvement level showed
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no significant difference in their trust level than the administrators who participated
in the strategic planning process at a moderate/limited involvement level.

Adm ini

strators w ho were highly involved were no more likely to exhibit the behaviors o f
Challenging the Process, Inspiring a Shared Vision, Enabling Others to Act, M odel
ing the Way, and Encouraging the Heart than administrators who were involved at a
moderate/limited level.
It is interesting to note that the literature on strategic planning stated that the
process was inclusive and developed high levels o f trust with participants. The pro
cess o f developing a common mental model, shared goals, and participation in the
decision making process has strong indicators in the literature that would indicate
that individuals involved in such a process would have a higher level o f trust than
those who were not involved.
It would appear that those things that are conducive to building high levels o f
trust in administrators are taking place in a K-12 school district environment

They

m ay be taking place regardless o f whether or not the administrators were involved in
the strategic planning process.
The school district has implemented a number o f initiatives to include all
employees in the decision making process.

Those initiatives include training all

employees in a com m on problem solving process, increasing employees inter
personal skills, and placing representatives from all levels in the school district on
decision m aking committees.
Further, administrators are challenged to seek opportunities to grow, change,
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innovate and improve.
school district.

Experimentation based on best practices is rewarded in the

Administrators have been given direct access to budgets that were

formally held by the office o f the superintendent
Administrators led the development o f a school-based mission that correlated
with the school district mission. They developed a one year plan o f action to imple
ment the school and school district strategies.

They were responsible for enlisting

their respective staffs in a com m on vision by appealing to their values
Power was given away to administrators prior to the actual strategic planning
process.

They were given choices on selecting staff, participation in district level

committees, and direct access to the superintendent through one on one meetings as
well as small group meetings with peers.
In spite o f only 20 administrators stating they were highly involved in the
strategic planning process and 24 administrators stating they were at a moderate/
limited involvement level o f participation, the trust level is not significantly different.

Recommendations

The purpose o f this study was to determine if the strategic planning process
contributed to the trust level o f administrators in a K-12 school district.

The study

explored the leadership behaviors associated with trust and the level o f participation
in the strategic planning process.
The

study

was

conducted

in a

K-12

school

administrators at the district office and school level.

district

in

Utah

using

The length o f service in a
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administrative role at the district office ranges from 3 months to 15 years. The length
o f service at the school level ranges from 3 months to 28 years. The current super
intendent o f schools has been in place for two years. The length o f time in the school
district may have influenced the outcome on the assessment tool. The culture o f the
predominant religion o f the area may have influenced the study.
M any administrators have worked with three different superintendents and 10
were directly involved with the development o f a five year plan o f action under the
previous superintendent.

The length o f time in the school district may have influ

enced the outcomes on the assessment tool.
The study did not take into account any previous learning o f the admini
strators tested regarding trust and strategic planning. More than half the administra
tive staff are certified in Stephen C ovey’s Seven Habits o f Highly Effective People.
Six o f the administrators are licensed trainers o f the process.

Seven administrators

are certified trainers in the Xerox Quality Improvement Process.
The study does not compare groups across school districts that have used the
strategic planning process.

While the study results may indicate a relationship

between involvement in the strategic planning process and the administrators trust
level it cannot be concluded that the relationship exists in other districts.
A final limitation is the trust level o f administrators prior to the strategic plan
ning process.

A base line study o f previous trust levels is not available so it is

difficult to determine if the trust levels o f administrators prior to strategic planning is
similar to the trust levels following strategic planning.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

In light o f the limitations o f this particular study it is recom m ended that fur
ther studies be conducted in this area that would include the length o f administrative
service and the past learning o f administrators in leadership behavior.

It is further

recom mended that the same type o f study be conducted in states that have different
demographics than a K-12 school district and school districts that have used a differ
ent strategic planning process.
This researcher suggests that a follow up study be conducted in the K-12 dis
trict that compares the responses o f administrators that are o f the predominant reli
gion and those that are not o f the predominant religion. This research may shed some
light on the impact o f the religious culture on the administrators’ trust level.
Lastly, it is recom m ended that a study o f the comparison o f administrators
view o f the their trust level and the view o f other employees, who participated in the
strategic planning process, trust levels.
The purpose o f the recom mendations are not made in any effort to discredit
any particular strategic planning process but rather as a means o f examining the
nature o f building organizational trust.

Hopefully some answers will be found that

will m ake the trust building process more successful in school districts.

Information

gleaned from future studies could improve the trust levels in our school district which
in turn would benefit all em ployees and students.
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Human SuOiects institutional Review B oart
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estern

;
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Kaiamazsc Micnigan 49008-3899

ic h ig a n u n iv e r s it y

Date:

14 December 1999

To:

Charles Warfield, Principal Investigator
Michael Paskewicz, Student Investigator for dissertation y

From: Sylvia Culp, Chair
Re:

HSIRB Project Number 99-11-11

This letter will serve as confirmation that your research project entitled “A Case
Study of the Effects of Strategic Planning on the Trust Level of Administrative
Staff in the Ogden City Schools” has been approved under the expedited
category o f review by the Human Subjects Institutional Review Board. The
conditions and duration of this approval are specified in the Policies of Western
Michigan University. You may now begin to implement the research as described
in the application.
Please note that you may only conduct this research exactly m the form it was
approved. You must seek specific board approval for any changes in this project.
You must also seek reapproval if the project extends beyond the termination date
noted below. In addition if there are any unanticipated adverse reactions or
unanticipated events associated with the conduct of this research, you should
immediately suspend the project and contact the Chair of the HSIRB for
consultation.
The Board wishes you success in the pursuit of your research coals.

Approval Termination:

14 December 2000
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